Report to the Mississippi Legislature

A Review of the Mississippi Department
of Child Protection Services for Fiscal

Year 2019

#636 PEER

November 19, 2019 MISSISSIPP]

Joint Legislative Committee on Performance
Evaluation and Expenditure Review




PEER: The Mississippi Legislature’s Oversight Agency

The Mississippi Legislature created the Joint Legislative Committee on Performance
Evaluation and Expenditure Review (PEER Committee) by statute in 1973. A joint
committee, the PEER Committee is composed of seven members of the House of
Representatives appointed by the Speaker and seven members of the Senate appointed
by the Lieutenant Governor. Appointments are made for four-year terms, with one
Senator and one Representative appointed from each of the U.S. Congressional Districts
and three at-large members appointed from each house. Committee officers are elected
by the membership, with officers alternating annually between the two houses. All
Committee actions by statute require a majority vote of four Representatives and four
Senators voting in the affirmative.

Mississippi’s constitution gives the Legislature broad power to conduct examinations and
investigations. PEER is authorized by law to review any public entity, including
contractors supported in whole or in part by public funds, and to address any issues that
may require legislative action. PEER has statutory access to all state and local records
and has subpoena power to compel testimony or the production of documents.

PEER provides a variety of services to the Legislature, including program evaluations,
economy and efficiency reviews, financial audits, limited scope evaluations, fiscal notes,
special investigations, briefings to individual legislators, testimony, and other
governmental research and assistance. The Committee identifies inefficiency or
ineffectiveness or a failure to accomplish legislative objectives, and makes
recommendations for redefinition, redirection, redistribution and/or restructuring of
Mississippi government. As directed by and subject to the prior approval of the PEER
Committee, the Committee’s professional staff executes audit and evaluation projects
obtaining information and developing options for consideration by the Committee. The
PEER Committee releases reports to the Legislature, Governor, Lieutenant Governor, and
the agency examined.

The Committee assigns top priority to written requests from individual legislators and
legislative committees. The Committee also considers PEER staff proposals and written
requests from state officials and others.

PEER Committee
Post Office Box 1204
Jackson, MS 39215-1204

(Tel.) 601-359-1226
(Fax) 601-359-1420
(Website) www.peer.ms.gov



The Mississippi Legislature

Joint Committee on Performance Evaluation and Expenditure Review

PEER Committee

SENATORS
LYDIA CHASSANIOL
Vice Chair
KEVIN BLACKWELL
Secretary
TERRY C. BURTON
GARY JACKSON
SAMPSON JACKSON II
CHARLES YOUNGER

TELEPHONE: Post Office Box 1204
(601) 359-1226 Jackson, Mississippi 39215-1204

FAX:
(601) 359-1420 James A. Barber

Executive Director

WWW.peer.ms.gov

November 19, 2019

Honorable Phil Bryant, Governor

Honorable Tate Reeves, Lieutenant Governor
Honorable Philip Gunn, Speaker of the House
Members of the Mississippi State Legislature

REPRESENTATIVES
BECKY CURRIE
Chair

RICHARD BENNETT

STEVE HORNE
TIMMY LADNER
MARGARET ELLIS ROGERS
RAY ROGERS
PERCY W. WATSON

OFFICES:
Woolfolk Building, Suite 301-A
501 North West Street
Jackson, Mississippi 39201

On November 19, 2019, the PEER Committee authorized release of the report titled A Review of
the Mississippi Department of Child Protection Services for Fiscal Year 2019.

@Lwa C v

Representative Becky Currie, Chair

This report does not recommend increased funding or additional staff.






Table of Contents

LT3 o0 1 o 0130 11 | OO S i
LRSS 0100 ot e 1 o SRS vii
0w 100 T L6 ot ) o RS 1
AN 1 0 o) L 1
AT 0 0TI 10 o 0 5Dy 00T < 1
A 13 Lo Y S 2
NYal0) 0TI 151 010 L1 - 1010 ) o RSP 2
3= el € {010 12 T OSSOSO 4
Status of MDCPS’s Implementation of Recommendations from PEER’s Review of the
Department for FY 2017 and FY 2018 e ceeerete ettt ts e ee e esee s eesaeene e sneenenneas 4
N = i 10 S 6
FY 2019 MDCPS Organizational and Administrative Changes.........ccccceeveeervererveececreeseesesennee. 7
Sources and USeS Of FUNAING........ccceeeiiiieeceeciece et see e s s ae s s s e s s e e e s e s e e sne e e e nesnesnnanes 9
SOUTCES OF FUNAINE ...ttt et st a e s s e e s e e aeeaeese e e e seeaenneenesnsesnesnennnan 9
L83 i 0 T R 10
L T ] (o T= o BN o B 1 743 14
Caseload Standards and Compliance Mandates Set Forth in the 2™ MSA.........cccooeveeeeveenne. 14
MDCPS Caseworker Caseload and Caseworker Supervisor Workload Data Problems ......... 16
Analysis of MDCPS Compliance with Mandates Set Forth in the 2™ MSA........ccooeeeeeeeeenenee. 17
Caseload Analysis Based on Calculation of Mean FY 2019 Caseload for
Caseworkers and Workload for Caseworker SUPeIVISOTS ......c.ccccoeeveeceererreesresieeseesennenns 20
Inequality in the Distribution of Caseworker Caseloads and Caseworker Supervisor
R0} 32 (0 = T KOOSO 22
Analysis of Annual MDCPS TUINIOVET RATES........ciceeeeiieieecirieeeteeee e saeeeessesesssessesesssesaessssssesssssssssessenns 26
Calculating ANNUAL TUITIOVET ......cceeiieieeeririereeeeseeieessesesseesseseessessesssessessssssssssssessessesssessessssssessssssans 26
Turnover Rate for Non-casewWorker Staff ... e 26
Turnover Rates fOr CASEWOTKET'S .......ouciiiireieciecieeecie e ie e e sae e et e e e s aeesse e e e e e e e e s sneesne e neanns 27
Estimated Cost Of CaseWOrker TUIMIOVET .....cccccecieieririeereree e sercee e sesseesseseesse s ssesseseessesaennees 28
Development of MDCPS’s New Case Management SYSTEIM ....cccccevererrerseererreesseresseesessesssssssssssessenns 30
Problems with MDCPS’s Current Case Management System (MACWIS).....cocceoerenrnrnensencennenn 30
Requirement to Develop a New Case Management System (CCWIS) ....ccccooevercerreerccrceeneercnnen. 31
History and Current Status of MDCPS’s Development of CCWIS......ccccovvveeerccrceerereececeen 32
| Ta00) 1110 4 1S3 6 F= L o) o V-SSR 35
Appendix A: Brief Update of the Olivid Y. LAWSUIT ....cccecieiieeeeieseecieceecie s ee e e saeseesseeeesaesnesaeens 37
Appendix B: MDCPS Budget Programs fOr FY 2020 ... iieeeeieceeeecee e cee e cee e sesee e e saeesesaeens 38
Appendix C: MDCPS Regions, by Field Operations Division in FY 2019....ccccoiivninieneneseneeceeen 39
Appendix D: Federal Revenues Received by MDCPS in FY 2019, by Funding Source...................... 40

Appendix E: Inventory of Child and Family Well-being Intervention Programs Funded
DY MDCPS I FY 2019 et rcrte st st e st e e s st e s s e s s s e e s s s e eae s e e sesaenanennesnsensesaenanen 42

PEER Report #636 iii



Appendix F: FY 2017, FY 2018, and FY 2019 Annual Caseworker Turnover Rates and Average
Number of Caseworkers, by County and RegiON......c.cccceeeeeeecercieneccisceeceeceece e seeeeeeens 45

Appendix G: Examples of Direct and Indirect Costs of Employee TUINOVeT .........cccceeeeeeceeceecercenns 48

Appendix H: Comprehensive Child Welfare Information System (CCWIS) Requirements
Established in 45 CFR SeCTiON 1355.52 ..iioioererierrererreeseeseeseesesees e sesssesseseessesasssssssssssssssasssens 49

F N <l 0 e A 2T 10 ) 1S SRR 51

iv PEER Report #636



Exhibit 1:

Exhibit 2:

Exhibit 3:

Exhibit 4:

Exhibit 5:

Exhibit 6:

Exhibit 7:

Exhibit 8:

List of Exhibits

Status of MDCPS’s Implementation of PEER’s Recommendations

Made in its First Annual Review of MDCPS.........ccooveoeeieeieeeeieeseeceeeeeeseeee e eeeens 5
Caseworkers by Type of Work, as of May 1, 2019 ....ccoeeeercrcrecrerereree e serene 7
MDCPS Revenues, by Funding Source for State Fiscal Years

2017, 2018, aNd 201 9. ieeeee ettt e e e e ae e ne e eae s 10
Total MDCPS Expenditures (rounded) for FY 2017, FY 2018, and

FY 2019, DY MaJOT ODJECT ..ottt see e sa e e 11
Caseload Standards per Child Protection Caseworker.........cccccoveeeeeecceeceeeccennne 15

Compliance with the 90% Weighted Caseload Mandate for Frontline
Caseworkers and Adoption and Licensure Caseworkers and 85% Workload
Mandate for CaseWOorker SUPEIVISOTS .....cccceeeererrerierereereesessesseressessessessssessessessesaes 19

Mean and Dispersion of Caseload for Frontline Caseworkers and Adoption
and Licensure Caseworkers and Workload for Caseworker Supervisors........ 21

FY 2019 Mean Weighted Caseload and Days Worked for All Frontline

Caseworkers and Adoption and Licensure Caseworkers and Mean Workload
and Days Worked for All Caseworker SUPEIVISOI'S .......cceceerverrerersesessessessensenens 24

PEER Report #636






Joint Legislative Committee on Performance Evaluation and Expenditure Review.

Report Highlights

PEER

MISSISSIPPI

Joint Legislative Committee on Performance
Evaluation and Expenditure Review

November 19, 2019

A Review of the Mississippi Department of Child Protection
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CONCLUSION: During FY 2019, MDCPS received 90% of its revenues from state general funds and federal funds. Over
half of the Department’s expenditures were for caseworker and caseworker supervisor salaries and on
reimbursements made to foster parents. While MDCPS never met court-order percentage-compliant caseload mandates
in FY 2019, the daily mean weighted caseloads were not far from the standards. In FY 2019, the caseworker turnover
rate was 26%, a 5% increase over FY 2018. Also, as of May 1, 2019, 25% of MDCPS’s positions were vacant. While the
settlement agreement requires MDCPS to develop a new case management system, CCWIS, by June 30, 2021, the

Department’s $28.7 million RFP to develop and deploy the system contains limited documentation supporting needed
system design features and associated costs.

Background:

The Mississippi Department of
Child Protection Services (MDCPS)
is the entity responsible for the
development, execution, and
provision of Mississippi’s child
welfare services and for ensuring
the safety, permanency, and well-
being of the state’s children and
families.

MISS. CODE ANN. Section 43-26-1
(7) (1972) requires PEER to annually
review MDCPS’s sources and uses
of funding, caseloads and annual
turnover rates, program
effectiveness based on outcome
measures, and any other matters
deemed pertinent by the PEER
Committee. This is PEER’s second
review of MDCPS, focusing on data
from state fiscal year 2019.

MDCPS Staffing as of May 1, 2019

864 Caseworkers
214 Caseworker Supervisors
184 Other County Staff
205 State Office Staff
1,467 Full-time Employees
487 Vacancies

1,954 Total PINs

PEER Report # 636

Sources and Uses of Funding
Revenues

In FY 2019, MDCPS received $195.9 million in total revenues. As shown in the chart,
50% of its total revenues were state general funds and 40% were federal funds.

Other State Support Special Funds
$387,422
0%

State Support Special
Funds

$19.5 Million

10%

Federal Funds State General
$78 Million Funds
40% $98 Million

50%

Total Revenues
$195.9 Million

Source: PEER analysis of MDCPS revenues provided by the Legislative Budget Office.

Expenditures

During FY 2019, MDCPS expenditures for salaries,
wages, and fringe benefits totaled approximately $80 BRI 10 6L
million (41% of its total expenditures), including $53 RPN HITLTS
million for its caseworkers and caseworker supervisors. ($195.9 Million)
MDCPS expended $55 million (28% of its total
expenditures) on foster care maintenance payments
and provided $35 million (18% of its total expenditures)
to child welfare agencies delivering services and
programs to Mississippi children and their families.

increased by 4%
from FY 2018 to FY
2019.

Recommendations for Sources and Uses of Funding:

. MDCPS should estimate and identify expenditures and full-time equivalents
by accountability program.
. MDCPS should identify child and family well-being intervention programs to

serve Mississippi children and families and ensure that such programs are
supported by high-quality research.

vii



Caseload Analysis

90% of MDCPS caseworkers

should have caseloads that During FY 2019, MDCPS never met the court-ordered percentage-compliant mandate for
do not exceed the 1.0 its frontline, adoption, and licensure caseworker caseloads, and only complied with the
weighted caseload standard caseworker supervisor workload mandate for a few days during the fiscal year. However,
despite low compliance with the percentage-compliant mandates for caseworkers,
analysis indicated that the mean daily caseload for caseworkers and workload for
caseworker supervisors was not far from the 1.0 weighted caseload standard for
caseworkers and the standard number of caseworkers supervised (ho more than 5) for
caseworker supervisors. Inequality in the distribution of caseworker caseloads and
caseworker supervisor workloads is the main reason for the Department’s low
performance on percentage-compliant mandates.

85% of MDCPS caseworker
supervisors should
supervise no more than 5
caseworkers

Recommendations for Caseload Analysis:

. MDCPS should implement its written procedures for code documentation, file retention, and data entry processes.

. MDCPS should conduct a new caseload study based on current caseworkers’ time and responsibilities to determine the
range of time necessary for a caseworker to perform a task in accordance with best practices. MDCPS should establish
new standards based on the results of this study.

. Once a new caseload study is established, MDCPS should redistribute caseworker positions so that they more closely
match expected caseloads. In addition, MDCPS should consider assigning more cases to caseworkers in bordering
counties to better distribute caseloads.

. MDCPS staff should confer with the court monitor and attorneys representing the Plaintiffs in the Olivia Y. lawsuit to
discuss replacing the percentage-compliant mandates.

Analysis of Annual MDCPS Turnover Rates

In FY 2019 the annual turnover rate for caseworkers was 26%, a 5% increase over the previous
year, while the annual turnover rate for all other staff was 15%, a 2% increase. In addition, nine
of MDCPS’s fourteen regions and thirty-seven counties had an increase in caseworker turnover

from FY 2018 to FY 2019. 487 vacant positions,
58% were caseworker

Recommendation for the Analysis of Annual MDCPS Turnover Rates: and caseworker
supervisor positions.

As of May 1, 2019, 25%
of MDCPS’s positions
were vacant. Of their

. MDCPS should maintain a current list of all licensed social workers in the Department.

Analysis of Selected MDCPS Outcome Measures

PEER was unable to assess MDCPS’s performance measures for FY 2019 because the data were not yet available at the time of
this review. PEER plans to include this analysis in its FY 2020 annual review of the Department.

Development of MDCPS’s New Case Management System

MDCPS expended at least $3.2 million on staff and technical consultants between 2017

MDCPS anticipates and August 2019 to begin the process of developing a new custom-built case management
configuration of the new system (CCWIS) to replace its current outdated system (MACWIS). However, MDCPS has
R EUE S Sl now decided to procure an off-the-shelf system in order to meet its impending court-
to take 15 to 18 months. imposed deadline. MDCPS is on the verge of issuing an RFP to expend up to $28.7 million
to develop and deploy this system with limited documentation supporting needed system
design features and associated costs.

Recommendations for the Development of MDCPS’s New Case Management System:

. The State Auditor should conduct an audit of MDCPS’s expenditure of $3.2 million on contracts for the development of
a custom-built case management system to ensure that all deliverables were produced according to the terms of the
contracts.

. The MDCPS Commissioner should direct the Department’s staff to develop a detailed business case for the CCWIS project

prior to issuing a request for proposal (RFP) to procure the system, and should also direct Department staff to maintain
complete and accurate documentation of the procurement process.

PEER A Review of the Mississippi Department of Child Protection Services for FY 2019 | November 2019
MISSISSIPPI For more information, contact: (601) 359-1226 | P.O. Box 1204, Jackson, MS 39215-1204
i Lestve Conmitee onPerformarce Representative Becky Currie, Chair | James A. Barber, Executive Director

Evaluation and Expenditure

A copy of the full report is available at: www.peer.ms.gov
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A Review of the Mississippi Department
of Child Protection Services for Fiscal

Year 2019

Introduction

During its 2018 Regular Session, the Mississippi Legislature passed
Senate Bill 2675 to amend MISS. CODE ANN. Section 43-26-1 (1972).
Among its provisions, this legislation maintained the Department of
Child Protection Services as a sub-agency independent of, though
housed within, the Mississippi Department of Human Services and
added subsection 7 to require the PEER Committee to review
annually the programs of the Mississippi Department of Child
Protection Services (hereinafter referred to as MDCPS or the
Department), beginning with state fiscal year 2017 and each year
thereafter.

PEER conducted this review pursuant to the authority granted by
MISS. CODE ANN. Sections 5-3-57 et seq. (1972).

MISS. CODE ANN. Section 43-26-1(7) (1972) requires the PEER
Committee to review annually:

e sources and uses of department funding;

e caseloads for social workers for each county or another
appropriate geographic area;

e turnover rates of social worker staff by county or other
geographic area;

e the effectiveness of any program of the department for which
appropriated outcome measures have been established; and,

e any other matters that the PEER Committee considers to be
pertinent to the performance of agency programs.

This is PEER’s second review of MDCPS. The first review' focused
on state fiscal years 2017 and 2018. This review focuses on state
fiscal year 2019 (July 1, 2018, through June 30, 2019).

' A Review of the Mississippi Department of Child Protection Services for Fiscal Years 2017 and 2018 (Report
#627), https://www.peer.ms.gov/Reports/reports/MDCPS-Full.pdf.
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PEER reviewed:
e applicable state and federal laws and regulations;

e Olivia Y. lawsuit documents, including recent pleadings
regarding enforcement of the 2" Modified Mississippi
Settlement Agreement and Reform Plan (hereinafter
referred to as the 2* MSA) and the court monitor reports.
Appendix A on page 37 contains a brief update of the Olivia
Y. lawsuit;

e  MDCPS administrative and financial records, including:
— organizational charts and job descriptions,

— expenditures reported in the state’s accounting system,
MAGIC,

— annual reports and other ad hoc reports,
— contracts, and

— data related to caseworker caseloads, caseworker
supervisor workloads, and caseworker and Department
turnover;

e MDCPS employee data maintained by the Mississippi State
Personnel Board; and,

e Dbills appropriating funds to MDCPS for FY 2019 and
MDCPS’s FY 2021 budget request, which contains actual
expenditure data for FY 2019.

PEER also:

¢ interviewed the private outside counsel for the Department
in the Olivia Y. lawsuit, the court monitor, and MDCPS staff.

While PEER planned to update its analysis of selected MDCPS
outcome measures, FY 2019 performance data was not yet available
from the National Data Archive on Child and Abuse and Neglect
(NDACAN) at Cornell University at the time of this review. PEER
used validated MDCPS performance data from NDACAN in its last
review of the Department because MDCPS computer files
containing performance data were of too low quality to be useful
in evaluation.

In addition, PEER made efforts to rely on performance data analysis
presented in the 2019 Court Monitor Report: Progress of the
Mississippi Department of Child Protection Services, issued on June
11, 2019, but was unable to do so because of the report’s
inadequate explanation of the methods that the monitor used to
reach its conclusions. Specifically, the court monitor’s report does
not contain:

PEER Report #636



¢ documentation sufficient to establish that its samples are
representative;

e confidence intervals or measurement-specific confidence
levels for those samples; or,

e complete descriptions of data validation methods.
In PEER’s follow-up contact with the court monitor to address these

concerns, court monitor staff were unable to provide sufficient
detail to answer PEER’s questions about their evaluative methods.

PEER Report #636 3



Background

The Mississippi Department of Child Protection Services is the entity responsible for the
development, execution, and provision of Mississippi’s child welfare services and for
ensuring the safety, permanency, and well-being of the state’s children and families.

As described in PEER’s previous review of MDCPS (PEER Report
#627), which report includes a comprehensive description and
history of child protection services in Mississippi, the Department
operates as a sub-agency of the Mississippi Department of Human
Services (MDHS). Under this organizational arrangement:

e MDHS staff provide administrative support (e.g., payroll,
accounts payable and receivable, travel reimbursements,
grants management) to MDCPS; and,

e MDCPS staff provide intake services, child protection
investigation, foster care, adoption, licensure, prevention,
and in-home services to families and children in the state
of Mississippi.

This chapter provides a brief update on MDCPS’s:

¢ implementation of recommendations from PEER’s FY 2017 and
FY 2018 Annual Review of the Department;

¢ staffing as of May 1, 2019; and,

e changes to its organizational structure, child protection worker
job titles and occupational class series, and additional training
requirements for caseworkers and caseworker supervisors in
FY 2019.

As of October 22, 2019, MDCPS had fully or partially implemented eight of the eleven
recommendations that PEER made in its first annual review of the Department.

PEER’s first MDCPS annual review contained eleven
recommendations for the Department to implement. As of October
22,2019, MDCPS had implemented five recommendations, partially
implemented three, and had not implemented three
recommendations.

Exhibit 1 on pages 5-6 summarizes each recommendation made in
PEER’s first annual review, reports the implementation status of
each, and describes MDCPS’s action taken in regard to
implementation of each recommendation and consequences of
inaction.
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Exhibit 1: Status of MDCPS’s Implementation of PEER’s Recommendations Made in

its First Annual Review of MDCPS

PEER’s recommendation to MDCPS

Description of MDCPS action taken as of October 22,

2019 and consequences of inaction

Recommendations implemented

Consult with Department of Finance and
Administration (DFA) to determine the best means
to account accurately and completely for MDCPS
revenues and expenditures.

During FY 2019, DFA created funds in MAGIC specifically
for MDCPS, by which the Department is now able to track
its revenues and expenditures separate from MDHS.

Work with the Legislative Budget Office (LBO) and
the Department of Finance and Administration (DFA)
to determine which budget programs to add to the
MDCPS budget by FY 2021.

During FY 2019, MDCPS worked with LBO and DFA to
create eight new budget programs to take effect in FY
2020. See Appendix B on page 38.

Calculate turnover by county and/or region to
identify factors that influence turnover and to seek
appropriate solutions to reduce turnover.

MDCPS calculated turnover by region in FY 2019.

Recommendations implemented, but with ongoing

concerns

Continue to redistribute caseworker positions so
that they more closely match expected caseloads.

Inequality in caseload distribution continues to be a
problem for MDCPS. See discussion on pages 20-24.

Consider assigning cases to caseworkers in
bordering counties to better distribute caseloads.

PEER’s analysis of FY 2019 caseload data show that there
are still instances where MDCPS could address inequality
in caseload distribution by assigning workers to cases in
neighboring counties.

Recommendations partially implemented

Develop and implement written procedures for
computer code documentation, file retention, and
data entry processes.

While MDCPS has developed a data quality plan, this plan
has not been successfully implemented as evidenced by
numerous errors in the FY 2019 datasets reviewed by
PEER.

Ensure the salary ranges of caseworker and
caseworker supervisor positions are aligned to the
level of duties and responsibilities assigned to
positions in each occupational class.

There were no changes to caseworker and caseworker
supervisor salaries during FY 2019. However, MDCPS
worked with the Mississippi State Personnel Board (MSPB)
in FY 2018 and FY 2019 to create a career ladder for
caseworker positions and plans to implement the career
ladder once funding is available.

Confer with the court monitor and attorneys
representing the Plaintiffs in the Olivia Y. lawsuit to
discuss replacing the percentage-compliant
mandates (90% for caseworkers and 85% for
caseworker supervisors).

MDCPS has filed a motion for relief from the 90%
caseworker caseload requirement in the 2"*MSA; however,
the motion does not include a replacement standard as
recommended by PEER.

Recommendations not implemented

Estimate and identify expenditures and full-time
equivalents (FTEs) by accountability program.

While MDCPS added FY 2020 budget programs, it has not
yet begun to estimate expenditures and FTEs at the
accountability program level. Information at this level of
detail increases accountability for the use of public
resources, which is important to legislative oversight as
well as to MDCPS staff for monitoring its own effectiveness
and making resource allocation decisions.

Conduct a new workload study based on current
caseworkers’ time and responsibilities to determine
the range of time necessary for a caseworker to
perform a task in accordance with best practices and
establish new standards based on the results of the
study.

MDCPS has not implemented this recommendation due to
the Olivia Y. lawsuit, and impending ruling from the Court
regarding the plaintiff’s request to turn the state’s foster
care system over to a court-appointed receiver. Regardless
of who operates the system, it is critical to the protection
of children that individual caseloads not exceed standards
that can be managed in accordance with best practices for
successful outcomes.
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Maintain a current list of all licensed social workers

in the agency.

no purpose in imposing on its staff the administrative
burden of keeping up with which of its staff are licensed
social workers. Because licensed social workers are
specifically trained to carry out the type of work that

so0,? it is important for the Department to know which of
its staff are licensed and to develop strategies to increase
the percentage of its caseworker staff who are licensed
social workers.

SOURCE: PEER Analysis of information provided by MDCPS.

As of May 1, 2019, 25% of MDCPS’s 1,954 positions were vacant. Of the Department’s 487
vacant positions, 58% were caseworkers and caseworker supervisors.

MDCPS Staffing as of
May 1, 2019

864 Caseworkers

214 Caseworker
Supervisors

184 Other County
Staff

205 State Office

1,467 Full-time
Employees

487 Vacancies

1,954 Total PINs

As of May 1, 2019, MDCPS had a total of 1,467 filled positions (75%
of total PINs) and 487 vacant positions (25% of total PINs). The
Department had 205 state office staff (14% of total employees) and
1,262 staff (86% of total employees) working in the 84 county
offices (Bolivar and Chickasaw each have an additional county
office). Of MDCPS’s 487 vacant positions, 230 (47%) were
caseworkers and 56 (11%) were caseworker supervisors.

As of May 1, 2019, MDCPS employed 864 caseworkers
(approximately 58% of its total workforce). Exhibit 2 on page 7,
presents the total number of caseworkers by type of work, i.e.,
frontline, adoption, and licensure. As shown in the exhibit, 635
(74%) of MDCPS’s caseworkers are frontline workers. Frontline
workers provide case management services to children and families
in the state. 115 (13%) of MDCPS’s caseworkers provide licensure
services, i.e., recruitment, retention, training, and licensure of
foster care parents. 114 (13%) of MDCPS’s caseworkers provide
adoption services to families who adopt children in the care of the
state.

In addition to its caseworkers, as of May 1, 2019, MDCPS employed
214 caseworker supervisors, 12 investigation specialists,’ and 29
quality assurance coordinators.*

2 According to an analysis of the child protective services workforce in Texas, licensed social workers are
better able to handle child protection job duties, particularly when violence and neglect are involved because
of the additional training and skills learned in bachelor’s and master’s social work programs.

* As part of the Special Investigations Unit, incumbents investigate all allegations of maltreatment of foster
children, regardless of placement setting, as well as reports of child fatalities that meet the criteria for

investigations.

* Quality Assurance Coordinators ensure the coordination of work performed by MDCPS staff through
periodic review of case work plans and recorded narratives, and verification that work is conducted in
accordance with current laws and regulations.

PEER Report #636

MDCPS said in its response to last year’s report that it sees

MDCPS caseworkers perform and are better prepared to do




Exhibit 2: Caseworkers by Type of Work, as of May 1, 2019

Frontline

635
74%

SOURCE: PEER analysis of employee data provided by MDCPS.

In FY 2019, MDCPS added a third field operations division, updated caseworker job titles, and
increased the number of in-service training hours required for caseworkers and caseworker

supervisors.

MDCPS added a third field operations division.

On June 1, 2018, MDCPS added a third field operations division,
which created a new Field Operations Deputy Director position to
increase oversight of the Department’s caseworkers and
caseworker supervisors. See Appendix C on page 39.

MDCPS updated caseworker job titles to track the duties and responsibilities of each
type of caseworker more efficiently.

PEER Report #636

On July 19, 2018, the Mississippi State Personnel Board (MSPB)
approved the following MDCPS-specific job titles and occupational
class series:

e Child and Family Protection Specialist, I through IV
(frontline workers);

e Adoption Specialist, I through IV;

e Licensure Specialist, I through IV;

e Investigation Specialist, I through III; and,

e Quality Assurance Coordinator, I through IV.

Previously MDCPS used the DHS - Family Protection Specialist and
Family Protection Worker job class series to hire all of its workers,



i.e. frontline, adoption, licensure, investigation, and quality
assurance coordinators. By creating the new MDCPS-specific
positions, Department staff is better able to track its allocation of
workers to different responsibilities, and potential employees are
able to better understand the duties of the position in which they
are seeking employment.

MDCPS increased its annual in-service training requirements for both caseworkers and
caseworker supervisors as required by the Olivia Y. lawsuit.

Pursuant to the 2" MSA, as of January 1, 2019, MDCPS increased its
annual in-service training requirements for both caseworkers and
caseworker supervisors:

e Caseworkers: must receive 40 hours (increased from 20
hours in the previous year) of in-service training.

e (Caseworker supervisors: must receive 24 hours (increased
from 12 hours in the previous year) of in-service training.
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Sources and Uses of Funding

MDCPS FY 2019 revenues totaled approximately $195.9 million, a 4% increase from the
$187.9 million received in FY 2018. During FY 2019, MDCPS expenditures for salaries totaled
approximately $80 million (41% of its total expenditures), including $53 million for its
caseworkers and caseworker supervisors. MDCPS provided $35 million (18% of its total
expenditures) to child welfare agencies delivering services and programs to Mississippi
children and their families.

This chapter includes discussions of sources and uses of MDCPS
funding in FY 2019. As of July 1, 2019, the Department had worked
with the Department of Finance and Administration to create funds
specific to MDCPS for tracking its revenues and expenditures
separate and apart from the Mississippi Department of Human
Services.

As anticipated in Report #627, MDCPS had a revenue shortfall in FY
2019 due to the use of FY 2019 funds to cover FY 2018 expenses.
During the Legislature’s 2019 Regular Session, MDCPS requested
and received a deficit appropriation of $7.5 million for the purpose
of supporting the operations of the Department.

In FY 2019, 50% of MDCPS’s total revenues were state general funds and 40% were federal
funds.

In FY 2019, MDCPS received approximately $195.9 million in

revenues, a 4% increase from the $187.9 million received in FY
MDCPS received 2018. Revenues increased in FY 2019, due to the Legislature
approximately appropriating additional Capital Expense Funds to MDCPS to
$195.9 support its operations during the fiscal year.

million in FY In FY 2019, MDCPS revenues included:

2019, a 4%
increase from
Fy 2018. e $19.5 million® in state support special funds (Capital
Expense Fund)® (10% of total revenues);

e $98 million in state general funds (50% of total revenues);

e $387,422 in other state support special funds (.002% of
total revenues); and,

e $78 million in federal funds (40% of total revenues).

Exhibit 3 on page 10, presents total MDCPS revenues, by funding
source, for state fiscal years 2017, 2018, and 2019.

Appendix D on pages 40-41 provides a description of all federal
revenues received by MDCPS, by funding source, in FY 2019.

*In addition to the $7.5 million deficit appropriation (from the Capital Expense Fund) MDCPS received during
the Legislature’s 2019 Regular Session, MDCPS also received $12 million in Capital Expense Funds
appropriated by the Legislature during its 2018 Regular Session to support the operations of MDCPS for FY
2019.

¢ MISS. CODE ANN. Section 27-103-303(3) (1972) authorizes the following uses for the Capital Expense Fund:
capital expense needs, repair and renovation of state-owned properties, and specific expenditures
authorized by the Legislature.
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Exhibit 3: MDCPS Revenues by Funding Source for State Fiscal Years 2017, 2018,
and 2019

Source of funding \ FY 2017 \ FY 2018 FY 2019
State General Funds $98.3 Million $97.9 Million $98 Million
Federal Funds $67.8 Million $88.5 Million $78 Million
State Support Special Funds $13.4 Million None $19.5 Million
Other State Support Special Funds $2.7 Million $1.5 Million $387,422
Total Revenues $182.4 Million $187.9 Million $195.9 Million

Note: Total amounts may not add due to rounding.

SOURCE: PEER analysis of MDCPS’s legislative budget requests for FY 2019, FY 2020, and FY 2021.

In FY 2019, MDCPS expenditures totaled approximately $195.9 million. By major object,
MDCPS’s largest expenditure was on personal services (44% of total expenditures).

MDCPS currently has one budget program, Family and Children’s
Services. However, beginning in FY 2020, MDCPS will track its
programs and expenditures by the eight new budget programs
discussed in Appendix B on page 38:

MDCPS - Administration;

MDCPS - MACWIS;

MDCPS - CCWIS;

MDCPS - Trafficking;

MDCPS - Training;

MDCPS - Permanency;

MDCPS - Prevention; and,

MDCPS - Frontline (i.e., Foster Care).

MDCPS did not estimate its expenditures by accountability program
for FY 2019.

Total MDCPS expenditures increased by 4% from FY 2018 to FY 2019.

As shown in Exhibit 4 on page 11, in FY 2019, MDCPS expenditures
were approximately $195.9 million, an increase of $8 million (4%)
from FY 2018. While travel, contractual services, commodities, and
capital outlay all decreased from FY 2018 to FY 2019, salaries and
wages increased by approximately $1 million and subsidies, loans,
and grants increased by $12 million.
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Exhibit 4: Total MDCPS Expenditures (rounded) for FY 2017, FY 2018, and FY 2019,
by Major Object

Major Object FY 2017 FY 2018 FY 2019
Expenditures Expenditures Expenditures
Personal Services $83 Million $88 Million $87 Million
Salaries, wages, and fringe benefits $76 Million $79 Million $80 Million
Travel $7 Million $9 Million $7 Million
Contractual Services $39 Million $42 Million $41 Million
Commodities $2 Million $1 Million $401,524
Capital Outlay $1.6 Million $92,401 $1,190
Subsidies, Loans, and Grants $55.7 Million $56 Million $68 Million
Total Expenditures $182.4 Million $187.9 Million | $195.9 Million

Note: Total amounts may not add due to rounding.

SOURCE: PEER analysis of MDCPS’s budget requests for FY 2019, FY 2020, and FY 2021.

Salaries, wages, and fringe benefits were approximately 92% of total personal services
expenditures in FY 2019.

Forty-four percent of MDCPS’s total FY 2019 expenditures were on
personal services, i.e., salaries, wages, fringe benefits, and travel.

Total salaries, wages, and fringe benefits were approximately $80
million (92% of total personal services expenditures), including
approximately:

e $53 million (66%) for caseworker and caseworker supervisor
positions;[

e $17 million (21%) for administrative positions, including
state office and field office staff; and,

e $10 million (13%) for other field office staff (excludes
administration and caseworkers and caseworker
supervisors).

Travel expenditures were approximately $7 million (8% of total
personal services expenditures). According to MDCPS staff, the
Department incurs a significant expense for travel specifically for
its foster care and adoption staff, who are required to conduct
investigations of reported allegations of child abuse and/or
neglect, visit homes of children in custody, attend court hearings,
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and transport children who are in state custody to and from
appointments (e.g., medical appointments).

While salaries increased by less than one percent from FY 2018 to
FY 2019, travel expenditures decreased by $1.8 million. According
to MDCPS staff, the decrease is largely due to successful
implementation of Trip Optimizer (mandated by the Department of
Finance and Administration for all agencies to compute the least
costly means of transportation) and reduction in overnight travel
for its staff.

Foster care maintenance payments made up 81% of total expenditures on subsidies,
loans, and grants.

Thirty-five percent of MDCPS’s FY 2019 expenditures were for
subsidies, loans, and grants, which include foster care maintenance
payments (reimbursements made to foster parents for providing
care to children in state custody), county reimbursements for foster
care services, and sub-grants provided to child welfare agencies.
Foster care maintenance payments made up approximately 81%
($55 million) of total expenditures in this major object.

A majority of contractual services expenditures were for the care of children in
Department custody.

Contractual services made up 21% of MDCPS expenditures in FY
2019. A majority of contractual service expenditures were for the
care of children in Department custody and those considered at
risk for custody, including medical services and independent
contractors hired to conduct home study services for prospective
foster parents to become licensed foster homes. Expenditures in
this major object also included but were not limited to the
Department’s legal fees, development of MDCPS’s new case
management system,’ and employee tuition reimbursement and
staff training.

In FY 2019, commodities and capital outlay expenditures decreased by $716,802 (64%).

In order to pay expenditures to support over 4,800 children in state
custody, MDCPS reduced its commodities and capital outlay
expenditures by $716,802 (64%), from $1.1 million ($1 million +
$92,401) in FY 2018 to $402,714 ($401,524 + $1,190). MDCPS spent
less of its revenues on printing, office supplies, educational
materials, computer equipment and repair, etc. during FY 2019.
Combined, expenditures in these two major objects only made up
.21% of MDCPS’s total expenditures in FY 2019.

7 A child welfare case management system allows caseworkers to monitor all aspects of their assigned cases,
e.g., the client’s mental and physical health, family/guardian situations, education and social goals and
outcomes, and social determinants of health, such as housing, food security, and family support.
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MDCPS expended approximately $35 million on child welfare agencies providing
services to Mississippi children and their families.

PEER Report #636

In FY 2019, MDCPS expended approximately $35 million on
nineteen child welfare agencies providing services to children and
families in Mississippi, including therapeutic foster care,
emergency shelter, group home services, and intervention
programs.

To determine what specific programs were being provided by these
child welfare agencies and funded by MDCPS, PEER conducted an
intervention program inventory survey for all child and family well-
being programs serving Mississippi children and families, using
subgrant and contract information obtained from MDCPS. While
eight agencies responded to the survey and provided a list of
programs, name of county where program is delivered, number of
participants served, and total program expenditures (see Appendix
E on pages 42-44), eleven agencies did not respond. Also, of those
entities that did respond to the survey, there were significant gaps
in the information provided. For these reasons, the expenditures
on programs presented in Appendix E do not add up to the total
$35 million expended by MDCPS. PEER plans to obtain the missing
information for these programs and from agencies not responding
to the survey, during its annual review of MDCPS for FY 2020. In
addition, PEER plans to match programs to high-quality research as
defined in MISS. CODE ANN. Section 27-103-159(1)(a), (1)(c), and
(1(g) (1972).
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Caseload Analysis

The Mississippi Department of Child Protection Services could improve compliance and
efficiency by continuing to redistribute caseworker and caseworker supervisor positions.
Progress toward achieving reasonable caseloads for all MDCPS caseworkers would be better
measured by tracking mean caseloads and deviations from the mean. Inequality in the
distribution of caseworker caseloads and caseworker supervisor workloads is the main
reason for the Department’s low performance on percentage-compliant mandates.

This chapter includes discussions of:

¢ caseload standards and compliance mandates set forth in the
2" MSA, including PEER’s concerns with both;

e MDCPS caseworker caseload and caseworker supervisor
workload data problems;

¢ analysis of MDCPS compliance with mandates set forth in the
2" MSA;

e caseload analysis based on the calculation of mean FY 2019
caseload for caseworkers and workload for caseworker
supervisors; and,

e inequality in the distribution of caseworker caseloads and
caseworker supervisor workloads.

While MISS. CODE ANN. Section 43-26-1(7)(b) (1972) requires a
review of “caseloads for social workers for each county or another
appropriate geographic area,” because MDCPS does not track which
of its employees are licensed social workers, PEER included all
MDCPS workers handling cases in its caseload analysis.

MDCPS’s current caseload standards are based on outdated information and do not align with
current child welfare practices. The compliance mandates for caseworkers and caseworker
supervisors set forth in the 2™ MSA obscure important information about workload and
service provisions and encourage inefficient and unequal distribution of labor.

14

As discussed in PEER’s previous annual review of MDCPS (Report
#627), based on a 2005 study of the time needed to complete cases
by type, the Olivia Y. court monitor developed standards of the
maximum number of cases, by type, that a caseworker can
reasonably handle.

Exhibit 5 on page 15 presents the caseload standards for child
protection caseworkers by type of case. The court monitor
mandated that 90% of caseworkers should have a weighted
caseload no greater than 1.
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Exhibit 5: Caseload Standards per Child Protection Caseworker

Type of Case Case unit Standard number Weight Per Case
of cases (100% Capacity)
Child Protection Investigation 14 0.0714
(investigations level 2 and 3)
Ongoing Foster Care Children 14 0.0714

(placement responsibility and service)

In-Home Cases Families 17 0.0588
(protection responsibility and service,
prevention responsibility and service
and Interstate Compact on the
Placement of Children (ICPC) - incoming)

Adoptions Children 15 0.0667
(adoption county of service)

New Application Licensing Homes 15 0.0667
(resource inquiry, ICPC application, and
foster home study)

Renewal Licensing Homes 36 0.0278
(foster home supervision and foster
home renewal)

Note: The weighted caseload for an individual caseworker is calculated by multiplying the number of cases
that the worker is assigned by the weight associated with each case type and adding the results together
for workers assigned more than one type of case. An individual full-time worker’s weighted caseload should
be no greater than 1.0 (the weighted caseload standard), which is the estimated average capacity for an
individual caseworker.

SOURCE: The 2™ MSA.

The workload standard for caseworker supervisors was derived
from the Council on Accreditation’s (COA) recommendation that
the ratio of frontline caseworker supervisors to caseworkers in
child and family services agencies should not exceed 1:5. The court
monitor recommended and the parties agreed in the 2™ MSA that
85% of MDCPS caseworker supervisors must comply with this
workload standard.

Since 2005-2006, MDCPS has not conducted a workload study based on current
caseworkers’ time and responsibilities to determine the range of time necessary for a
caseworker to perform a task in accordance with best practices.

The current caseload standards, which were adopted over thirteen
years ago, do not reflect current child welfare practice, which have
significantly changed since the Child Welfare League of America
(CWLA) conducted its “systems review” of the Mississippi
Department of Human Services’ Division of Family and Children’s
Services in 2005-2006. Further, there is inadequate documentation
of how the standards currently in use were established. According
to the CWLA, any workload analysis must be regularly updated if
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an agency is to ensure that its capacity for effective service delivery
is maintained. In addition, caseload standards should be carefully
compared to facts on the ground, in a fully documented,
reproducible process. Attention should be paid to the range of
times necessary to perform a task in accordance with best
practices, and individual caseloads should be assessed as to where
they fall within that range of best practice.

PEER continues to have concerns with the percentage-compliant mandates set forth in
the 2 MSA because they obscure important information and encourage inefficient and
unequal distribution of labor.

The theory behind establishing percentage-compliant mandates is
that overloaded workers are less able to deliver quality service.
While it is important to know the number and percentage of
workers with excessive weighted caseloads and excessive number
of caseworkers supervised, it is also important to know the extent
to which workloads vary, in either direction, from the reasonable
maximum standard. Percent-above-benchmark standards, like the
90% mandate for caseworkers, hide information about the trait
being measured. In addition, a percentage-compliant mandate can
distort, obscure, and reverse trends over time. When incorporated
into public policy, such standards lead to distorted incentives. In
this context, the mandates obscure important information about
caseworker caseloads and supervisor workloads and service
provision and encourage inefficient and unequal distribution of
labor.

While MDCPS did ensure all caseworkers had unique worker ID numbers in FY 2019, many of
the same caseload and workload data problems observed by PEER in FY 2017 and FY 2018

persisted into FY 2019.

16

As in FY 2017 and FY 2018, PEER received data from MDCPS on
daily caseloads for frontline, adoption, and licensure caseworkers,
and workloads for caseworker supervisors for FY 2019.

In an improvement over previous years, MDCPS’s FY 2019 frontline
caseworker dataset had reliable and universally available worker ID
numbers. The few FY 2019 cases in which ID numbers were
associated with more than one name were very likely either typos
or last name changes (e.g., following marriage), based on PEER’s
manual inspection of all such occurrences.

In other respects, MDCPS caseworker caseload and caseworker
supervisor workload data presented the same problems as in FY
2017 and FY 2018, including duplicated data, missing data,
inconsistent adherence to formatting and naming practices, and
internally contradictory data. These are not problems of
technological capacity, but of system use. These problems can be
fixed at minimal cost by adherence to best practices for data
management.
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Four points about data quality are of particular relevance to PEER’s
analysis. First, not all 365 days in the fiscal year are accounted for
in any of the datasets. The frontline caseworker dataset contains
only 227 days of data; the caseworker supervisor dataset contains
255 days. This year, two different summaries of adoption and
licensure caseworkers were provided; one had 188 days of data, the
other 255 days. Many missing days are on weekends. Data for
weekends and holidays should not be missing because caseworkers
still carry caseloads and caseworker supervisors still carry
workloads during those times. MDCPS has stated that an automated
procedure for recording data on weekends and holidays stopped
functioning in 2017. This procedure has either not been fixed or
has not been applied.

Second, because of the improvement in worker ID assignment, all
analyses of frontline caseworker data for FY 2019 used worker ID
numbers as unique worker identifiers. This is a change from the
method of analysis used by PEER for FY 2017 and FY 2018, in which
format-corrected first name-last name combinations were used as
unique identifiers. For this reason, caution should be used in
drawing comparisons across years.

Third, the new datasets presenting a breakdown of adoption and
licensure caseworkers’ caseloads frequently disagreed with the
aggregated data on those caseworkers’ caseloads. MDCPS provided
both breakdown and aggregate data on 39,950 caseworker-days
during FY 2019. Of those, the count of cases presented in the
breakdown agreed with the count of cases presented in the
aggregate on only 25,895 worker-days (65% of the time). The
weighted caseload agreed on only 25,180 worker-days (63% of the
time). As such, there is inconsistency either in the underlying data
or the operational definitions used to create the adoption and
licensure caseloads. For this analysis, PEER used aggregated data
for consistency with previous years. However, PEER has no
assurance that either dataset is correct. Obvious inconsistencies
raise the prospect of errors that cannot be detected by automated
means.

Fourth, caseworker supervisor data also contain anomalies.
Notably, there are 18 caseworker supervisors that, according to the
data, never supervised a single caseworker for a single day; one of
these supervisors nominally worked all 255 recorded days without
supervising a single caseworker. This is not conceptually
impossible, but it is at least a cause for closer inspection of primary
data.

MDCPS never met the percentage-compliant mandate for its frontline, adoption, and licensure
caseworkers during FY 2019. Caseworker supervisors complied with the mandate for a few
days during FY 2019.

The first two graphs presented in Exhibit 6 on page 19 show that
the daily percentage of caseworker caseloads in compliance with
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the caseload standards never met the 90% compliant mandate in FY
2019 and only met the 90% mandate once during the three-year
period of FY 2017 through FY 2019, likely due to an error in the
data for that date in FY 2017. As of May 30, 2019, only 55% of
MDCPS frontline and adoption and licensure caseworkers had
weighted caseloads meeting the 1.0 weighted caseload standard set
by the Court pursuant to the Olivia Y. lawsuit. The annual trend
lines® for FY 2019 show frontline caseworkers moving away from
compliance with the 90% mandate and adoption and licensure
caseworkers moving towards compliance with the 90% mandate.

As shown in the third graph in Exhibit 6, the workloads of
caseworker supervisors are close to meeting the 85% compliance
mandate set by the Court pursuant to the Olivia Y. lawsuit. As of
May 30, 2019, 82% of MDCPS caseworker supervisors carried
workloads meeting the mandate and during a few days during FY
2019, their workloads met the mandate.

8 The solid blue lines on the graphs represent annual trends, by state fiscal year.
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Exhibit 6: Compliance with the 90% Weighted Caseload Mandate for Frontline

Caseworkers and Adoption and Licensure Caseworkers and 85% Workload Mandate

for Caseworker Supervisors
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SOURCE: PEER analysis of MDCPS caseworker caseload and caseworker supervisor workload data.
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Despite low compliance with the percentage-compliant mandates for caseworkers, analysis
indicated that the mean’ daily caseload for caseworkers and workload for caseworker
supervisors for FY 2017 to FY 2019 was not far from the weighted caseload standard for
caseworkers and the standard number of caseworkers supervised for caseworker
supervisors.

The solid black line on the first two graphs in Exhibit 7 on page 21
shows the mean daily weighted caseload standard for frontline
caseworkers (the first graph) and adoption and licensure
caseworkers (the second graph) during the period of FY 2017
through FY 2019. On the third graph, the solid black line shows the
mean daily number of caseworkers supervised by caseworker
supervisors during the same period. In the first two graphs, the
dotted line shows the weighted caseload standard (1.0) for all types
of caseworkers, and in the third graph, the dotted line shows the
5.0 workload standard for caseworker supervisors. As was the case
in FY 2017 and FY 2018, the FY 2019 mean weighted caseload for
all types of caseworkers never varies far from the 1.0 weighted
caseload standard. Further, the mean weighted workload for
caseworker supervisors is always below the 5.0 workload standard
for the period reviewed.

The shaded areas of the three graphs in Exhibit 7 show the
dispersion of daily weighted caseloads among individual
caseworkers (graphs 1 and 2) and daily number of caseworkers
supervised for caseworker supervisors (graph 3). The lighter
shading shows the dispersion of all weighted caseloads for
caseworkers and workloads for caseworker supervisors. For
frontline caseworkers (the first graph) there is wide dispersion,
both above and below the standard, in the daily weighted caseloads
carried by individual caseworkers. Wide dispersion also exists for
the daily number of caseworkers supervised by individual
caseworker supervisors. During FY 2019 there were frontline
caseworkers carrying caseloads approaching four times the
weighted caseload standard while there were caseworker
supervisors supervising three times the standard number of
caseworkers; i.e., supervising 15 caseworkers instead of the
standard workload of 5 caseworkers. On a positive note, the daily
dispersion of caseloads for adoption and licensure caseworkers is
narrowing towards the standard.

The darker shading on the three graphs in Exhibit 7 shows the
dispersion of weighted caseworker caseloads (graphs 1 and 2) and
caseworker supervisor workloads falling between the 25™ and 75™
percentiles. This darker shading shows that 75% of the weighted
caseworker caseloads and caseworker supervisor workloads fall
into a range fairly close to the mean weighted caseload and
workload standard over the three fiscal years reviewed.

° PEER calculated the mean weighted caseload on a given day by calculating the total weighted caseload for
that day and dividing by the number of relevant caseworkers for that day.
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Exhibit 7: Mean and Dispersion of Caseload for Frontline Caseworkers and Adoption and
Licensure Caseworkers, and Workload for Caseworker Supervisors
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SOURCE: PEER analysis of MDCPS caseworker caseload and caseworker supervisor workload data.
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A review of FY 2019 individual mean weighted caseworker caseloads and caseworker
supervisor workloads by the number of days that the individual worked during the fiscal
year shows that there is inequality in the distribution of individual caseworker caseloads and
caseworker supervisor workloads.

22

Another way to analyze MDCPS FY 2019 caseworker caseloads and
caseworker supervisor workloads is by taking into consideration
the number of days that each worker worked in FY 2019. It is logical
that newer employees, presumably represented by those workers
with few reported days worked during the fiscal year, would carry
smaller caseloads and workloads.

The graphs in Exhibit 8 on page 24 plot every frontline caseworker
(the first graph), adoption and licensure caseworker (the second
graph), and caseworker supervisor (the third graph) on a graph of
their recorded total days worked in FY 2019 (the x axis) and their
mean weighted caseload or caseworkers supervised (the y axis) for
FY 2019. On these graphs, the black horizontal dotted line
represents the weighted caseload standard of 1.0 for caseworkers
and the standard number of caseworkers supervised (5.0) for
caseworker supervisors. If every caseworker carried exactly the
weighted caseload standard and every caseworker supervisor only
supervised 5 caseworkers, every dot on the graph would be located
exactly on the dotted line in each graph. If every worker carried
exactly the weighted caseload standard and workload standard,
every dot on the graph would be located exactly on the workload
standard line. Dots above the line indicate excessive caseloads for
caseworkers and caseworkers supervised for caseworker
supervisors and dots below the line indicate caseworker caseloads
and caseworker supervisor workloads that are smaller than the
standard.

As expected, caseworkers and caseworkers’ supervisors with few
reported days worked during FY 2019 tend to have caseloads and
workloads falling below the dotted line (i.e., smaller caseloads and
caseworker supervised). Among every caseworker and caseworker
supervisor who worked every recorded day of FY 2019, the mean
caseload and number of caseworkers supervised, is highly
dispersed. This means there are caseworkers with excessive
weighted caseloads, but at the same time there are caseworkers
with weighted caseloads approaching zero. The same exist for
caseworker supervisors and the number of caseworkers
supervised. These graphs show inequality in the distribution of
caseworker caseloads and caseworker supervisor workloads.

During PEER’s exit conference with MDCPS, Department staff stated
that they have been trying to address caseload inequality by
assigning caseloads across counties. As evidence of this, MDCPS
staff provided a method for calculating caseloads shared across
counties for a subset of its frontline caseworkers. For this subset,
the method suggests that an average of 2.5% of cases by weight
(refer to Exhibit 5 on page 15 for case-weights) crossed county
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borders during FY 2019. MDCPS staff did not attempt to document
casework across county borders for the remaining subset of cases.

Under the assumptions of MDCPS’s method, the Department has
been sharing work across county boundaries for some time, for
some subset of the population. In fact, the Department was sharing
caseloads across counties at a higher rate when PEER’s original
recommendation to share cases across counties was created. In
other words, by MDCPS’s method, the progress this fiscal year was
backward rather than forward. The purpose of PEER’s
recommendation was to redistribute excess cases among counties
and thus decrease inefficient overloading and underloading. As
previously discussed, this has not occurred. The original
recommendation did not apply solely to the subset of cases
identified by MDCPS’s method.

If the business rules employed in MDCPS's method can be
documented, then some work occurs across county borders.
However, it is neither the case that the practice of sharing work
across county boundaries has changed since the original
recommendation was made, nor that the underlying issue of the
inefficiency in caseload distribution has improved.
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Exhibit 8: FY 2019 Mean Weighted Caseload and Days Worked for All Frontline
Caseworkers and Adoption and Licensure Caseworkers and Mean Workload and
Days Worked for All Caseworker Supervisors
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SOURCE: PEER analysis of MDCPS caseworker caseload and caseworker supervisor workload data.
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Caseloads have an impact on caseworkers’ performance, and as a
result on the well-being of the children in their care. There is some
level of caseload beyond which any individual cannot perform
adequately. That level need not be the same for any two individuals,
but it exists for every individual.

The CWLA analysis discussed on pages 15-16 has been used to
establish such a caseload limit for MDCPS. PEER believes this
analysis to be empirically inadequate for several reasons, including:

e that it is over thirteen years old and MDCPS staff have
stated that ordinary child welfare practice has changed
during this time;

e the original study involved data from only nine staff of the
Mississippi State Department of Human Services, Division
of Family and Children’s Services, an inadequate number to
support generalizations;

e the original study includes no measures of performance; in
other words, it does not establish that the nine individuals
were achieving satisfactory outcomes for their cases. It is
important, not just to measure typical time to complete a
case, but typical time to complete a case with acceptable
results.;

e the study does not establish a range of acceptable
performance, but sets an unrealistic single numeric
boundary for all cases of a given type; and,

o the study inadequately operationalized its methods for
deriving expected performance.

As discussed on page 5, PEER has recommended that MDCPS
conduct a new caseload study of the range of time necessary for a
caseworker to perform a task in accordance with current best
practices and establish new caseloads standards based on the
results of the study. MDCPS has filed a motion for relief from the
90% caseworker caseload requirement in the 2 MSA. However, the
motion does not include a re